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1
MEASURING TOTAL ARMY GOALS

SECTION 1.0 INTRODUCTION

1.1 BACKGROUND

In December, 1981, the official Total Army Goals were

published over the joint signatures of the Secretary and the

Chief of Staff of the Army. Stated as seven individual

goals, the Total Army Goals constitute a carefully thought-

out and articulated statement of purpose reflecting the

Army's extended future as its senior leadership envisage

that it should appear and function. The seven goals are

broad statements intended to provide direction and general

guidance to Army organizations and to serve as an aid to

coordinated planning. Successful pursuance of this organi-

zational improvement approa-ch requires that there be an

effective means of monitoring progress toward goal attain-

ment. Development of a standard and acceptable measurement

methodology has therefore been established as a key objec-

tive of the Performance Management Army (PMA) Program.

TITAN Systems, Inc., through its Decision Science

Division, has devoted considerable work in recent years to

the structured definition and quantification of purpose,

and to the use of such a structure for both measuringL
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degree of achievement of purpose and determining the relative

worth of differing levels of that achievement. Drawing on

the experience base of this work, TITAN joined the PMA effort

in September, 1983, to develop and demonstrate a measurement

methodology for monitoring progress and aiding in management

decisions relative to attainment of the Total Army Goals. The

report which follows describes the methodology developed, its 1>
I.

application to the task of measuring progress, and its poten-

tial as a decision aid for optimal allocation of resources to

support goal attainment.

1.2 OBJECTIVES

The central objective of this effort is the development

of "a standard and acceptable measurement methodology which

may be applied to the official Total Army Goals."* The "stan-

dard" and "acceptable" provisos give rise to a number of con-

stituent objectives to which the development effort should

adhere.

First, the methodology should provide an explicitly clear

definition of the goal to be measured that is both detailed

and comprehensive. Detailed so that there is no doubt as to

the specific trait or condition being evaluated. Comprehensive

* Contract No. MDA903-83-C-0428, Attachment W1,
Statement of Work
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so that all aspects of goal attainment are appropriately

considered and factored into the measurement process.

Second, the methodology should provide a quantitative

measure which will lend itself to monitoring progress in goal

achievement and comparing relative achievement among goal

parameters.

Additionally, the methodology should incorporate standard

evaluative criteria which can be readily understood and uni- V
formly applied organization-wide.

Finally, the methodology should serve the Army command/

management system as an evaluative and decision-making aid in

allocating resources for optimal support of the Total Army

Goals.

1.3 SCOPE OF THE CURRENT EFFORT

The scope of the current effort has been limited to the

measurement of two of the seven Army Goals as a pilot-test of

the methodology. The two goals measured are Readiness and

Leadership. Although limited in scope to examination of these

two goals, the current effort has shown the utility of the

methodology and demonstrates that it would be equally appli-

cable to the explication and measurement of the remaining

J rfive goals. As will be shown in the Technical Discussion

which follows, the methodology successfully meets each of the

r " objectives set forth in the preceding paragraphs.

1-3



Not included within the scope of the current effort is

the design and development of a computer program for rapidly

performing the multiple sensitivity analyses of which the

methodology is inherently capable.. .a feature which offers an V

extremely valuable decision-making aid in the allocation of

resources. Manual calculations have been performed which in

this pilot-test case adequately servesto demonstrate the appli-

cation of this feature of the methodology. It is well to bear

in mind, however, that in practical application there would be

a supporting computer program to aid in the recording and

assembly of data and to perform the quantified measurement

calculations.

While limited in scope as noted above, the current effort

provides a sound basis for evaluating the measurement method-

ology developed and establishes the foundation from which to

proceed with its broader application

I1
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SECTION 2.0 TECHNICAL DISCUSSION

2.1 DESCRIPTION OF THE METHODOLOGY

2.1.1 Defining Purpose

Central to the evaluation and measurement of progress

toward the attainment of any goal is a clear and complete

definition of the end goal or purpose. This applies in the

case of individual goals and is an absolute essential in the

case of organization goals. Without a clear and common un-

derstanding throughout the organization of the end to be

achieved, there can be no unified, concerted effort directed

toward its achievement.

Definition of purpose, then,becomes the sine qua non of

a measurement methodology intended to evaluate how well that

purpose is being achieved. Purpose in the present case

equates to the particular Army Goal being considered. Taken

together, the seven Total Army Goals constitute an expression

of the Army's purpose as seen by the senior Army leadership.

They are reflective of the best professional judgement on the

subject and have been carefully stated to encompass all of the

attributes descriptive of the most desired future for the Army.

As has been noted, however, the "Total Army Goals are broad

[statements intended to provide general guidance to Army organ-

ozations...There is overlap among the goals and the goals are

2



not directly susceptable to quantification."* While the

goals have been well stated to broadly define purpose in

terms of the Army's most desired future, they do not define
/.

purpose in the detail required to make meaningful, quantified

measurement possible.

In order to define purpose in a complete sense, it is

necessary to recognize that purpose is more than simply a

statement of the most desired future. Neither can it be

completely defined by adding a statement of the least desir-

able outcome...the future condition to be avoided at all costs.

When asked to define human goals, the common practice is to

first point to the most desired condition, and then, if

pressed for a more complete definition, to turn to the oppo-

site end of the scale and describe the worst-case situation

representing total failure of purpose. In reality, of course,

neither extreme is the probable outcome. What is needed is

a complete statement of purpose defining each of the signifi-

cantly different futures ranging from utopia to catastrophe.

Purpose expressed in this complete form, spanning the full

range of possible conditions, provides a scale for measuring

progress toward its attainment.

* Contract No. MDA903-83-C-0428, Attachment #1,

Statement of Work, Page 1.
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2.1.2 The Valuated State Space

Any such representation of purpose can be conveniently

expressed in the form of a Valuated State Space (VSS). Here

the person(s) responsible for defining the purpose or goal

to be evaluated defines a set of parameters such that the

designated parameters are the primary considerations (degrees

of freedom) that impact directly on the achievement of the

overall objective. Each parameter is attributed some rela-

tive importance and is further subdivided into mutually ex-

clusive class intervals which indicate differences in the

degree of achievement of that parameter. The class intervals

span the range from the most to the least desirable condition.

Each class interval is then attributed some relative worth

for that degree of achievement. Finally, a normalizing func-

tion is applied so that some overall worth can be associated

with each cell in this discrete,multiattribute state space.

To illustrate, suppose three parameters X, Y, and Z are

designated as the parameters of primary concern in impacting

the achievement of the overall goal or purpose. These are

attributed relative importances of six, nine and two, respec-

tively (the numbers referencing a ten-scale where "ten"

indicates paramount importance, "five" indicates moderate

importance, and "zero" indicates no importance whatsoever).

As depicted in Table 2-1. the lines to the right of each

parameter indicate the class intervals that correspond with

2
i 2-3
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significantly different degrees of achievement. The value

associated with each such class interval is indicated by the

number appearing immediately above the line denoting the class

interval.

TABLE 2-1

ILLUSTRATIVE VALUATED STATE SPACE (VSS)

RELATIVE IMPORTANCE PARAMETERS OF CLASS INTERVALS
WEIGHT PURPOSE OF ACHIEVEMENT

6 X 10 7 3 0

9 Y 10 8 5'/ 2 0

2 Z 10 0

For convenience, the class intervals measuring the degree of

achievement for each parameter are arranged in order of de-

creasing worth, as shown in Table 2-1.

The number of states in the space is the product of the

number of class intervals on each of the parameters; in the

illustrative case, 40. Achieving the most valuable class

interval (the utopian case) corresponds with the state of

highest overall worth, thus a measure of 1.0, or 100%.

Achieving no success on a parameter corresponds with an over-

all value of zero for that parameter.* Any intermediate

* In situations where a negative worth is ordinarily associ-

ated with some class intervals, the scale can be linearly
transformed so that the worst possible degree of achieve-
ment has zero value.

2-4
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state has some value depending upon the normalization

function; for example, using the weighted arithmet1c mean,

the state indicated by the check marks in Table 2-1 has a

worth as indicated:

(_ 6 + (5(9\ + (
o 0) (k 7)

= 0.51 or 51%

That is to say that the overall condition (or state) as evalu-

ated by the example VSS of Table 2-1 represents about a 51%

achievement of the stated purpose.
In many situations, there is some overall worth of

achievement in any regard. The weighted arithmetic mean, as

applied in the above illustrative example, then serves as the

appropriate normalizing function. In other situations, fail-

ure in any single regard (i.e., parameter) corresponds with no

overall value whatever. In the latter case, it is more appro-

priate to use the weighted geometric mean, where the overall

worth is the product of the degrees of achievement, each

raised to the power of the normalized importance of that para-

meter. Other methods for normalizing may be appropriate de-

pending on the situation. In any case, a multiattribute

utility function specifies the overall worth of any particular

situation; that is, the Valuated State Space and its normalizing

2-5



function yield a single overall quantified measure for the

worth of each significantly different situation.

Returning to the illustrative example shown in Table 2-1,

recall that the overall worth of the situation indicated by

the profile of check marks calculated to be 0.51 or 51'. Now

suppose that after an intervening period of time and invest-

ment of resources toward improving achievement on Parameter X,

an evaluation is made resulting in the state indicated by the

profile of check marks as indicated in Table 2-2.

TABLE 2.2

ILLUSTRATIVE VALUATED STATE SPACE

SECOND STATE

RELATIVE IMPORTANCE PARAMETERS OF CLASS INTERVALS

WEIGHT PURPOSE OF ACHIEVEMENT

6 X 10 7 _3 0

9 Y 10 8" 5 2 0

2 Z 10 0

The worth of this second state, then, is:

(7)(6) + or 9N + (oN (2\)

-0.67 o r 67Y.

2-6



Thus it can be seen that between the first and the

second evaluations, significant progress was achieved toward

the attainment of the overall purpose as defined by the Valu-

ated State Space.

Tables 2-1 and 2-2 depict the Valuated State Space in

its most simple form for ease of demonstrating the concept. A
j

In practice, it usually takes the form of a Hierarchic Valuated

State Space. Most frequently, the first set of parameters

designated as the primary considerations affecting achievement

are themselves too broad to be directly measurable by distinct

class intervals of achievement. The procedure then is to break

down each of the first set of parameters into the parameters

(designating their relative importances) which are the primary

considerations impacting directly on its achievement. Should

this second order of parameters still be too broad for speci-

fying class intervals of achievement, then the process is re-

peated until that degree of specificity has been defined to

permit meaningful measurement by class interval of achievement.

To illustrate the Hierarchic Valuated State Space it is

useful to depict the VSS in "tree" form schematic with impor-

tance weights of the parameters shown next to the "branches"

extending to the parameters. For example, the VSS of Tables

2-1 and 2-2 would be schematica' depicted as in Table 2-3

which follows.

2-7
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TABLE 2-3

VSS SCHEMATIC

6 X 10 7 3 0

9
WORTH Y 10 8 5 2 0

2 ,

Z 10 0

Now, if parameters X Y, and Z were each defined by a set of

subparameters rather than being directly susceptable to eval-

uation by class interval, the resultant Hierarchic Valuated

State Space would be depicted as shown in Table 2-4. As in

the preceding Table, class intervals of achievement and their

values are shown by the lines and numbers appearing to the

right of each subparameter "branch." Numbers in parentheses

appearing above the "branches" indicate relative importance

weights. As in the earlier examples, the check marks indi-

cate the evaluated class intervals of achievement, and again

applying the weighted arithmetic mean as the appropriate

normalizing function, the worth of the indicated state or

condition calculates to be 0.61 or 61%.
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TABLE 2-4 '

HIERARCHIC VALUATED STATE SPACE

10 5 0

( 10 8 6 2 0

10 2 0

()10 7" 5 3 0

10 7v/ '4 0f
WORTH _(9) (02_) 0

()10 8/ 6 '4 2 0

10 5 "/ 0

(110

As demonstrated by the foregoing examples, the Valuated

State Space and Normalizing Function provide the means of

quantifying purpose. It is this quantification procedure

I which forms the core of the measurement methodology developed

for application to the task of monitoring and directing

2-9



progress toward attainment of the Total Army Goals. The

validity of the measurement methodology, however, rests on

the proper construction and application of the Valuated State

Space. If it is to provide an accurate measure of achievement, -

it must contain a true representation of the intended purpose.

It is of key importance that the definition of purpose expli-

cated by the Valuated State Space capture the full meaning of

its intent. The objective is to model expert judgment with

respect to the meaning and intent of the stated purpose,

in this case, the Army Goal of concern.

2.1.3 Modeling Expert Judgment

No measurement methodology for measuring performance with

respect to the Total Army Goals can substitute for the expert

judgment of experienced military professionals. Rather, the

methodology should provide a framework for focusing collective

professional judgment on precise aspects of performance which

can then be aggregated into a standardized measure of overall

performance. Subjective judgments must necessarily form the

basis of evaluating achievement of purpose. There is, after

all, no such thing as objective purpose. However, the sub-

jective judgments should be directed toward the more narrow,

precisely defined aspects which together comprise the purpose

[1 rather than to the broad statement of overall purpose itself.

In this regard, the Valuated State Space serves as an aid to

I. optimizing expert judgment.

2-10



In developing the Valuated State Space the objective

is, in a sense, to model expert judgment. The development

procedure relies on the expert (i.e., the collective profes-

sional Army judgment) to identify the things to look for in

making an evaluation (the parameters of concern) and to rank

or weight the relative importances of the parameters in form-

ing the evaluation. It also relies on the expert to define

or confirm the measures of achievement with respect to each

parameter (the class intervals of achievement) and to assess

the current level of achievment. By accomplishing this, the

expert need not attempt to make the broad subjective judgments

concerning overall achievement.

2.1.4 Summary of Key Features

To summarize, the measurement methodology developed for

application to the official Army Goals incorporates the

following key features:

* It applies a top-down approach, focusing on the
intended purpose of each goal and ensuring that
contribution to that purpose is the standard of
measurement universally applied.

e It provides a structured definition of purpose,
ensuring its thorough explication and high-
lighting the various aspects of its attainment.

* It is modeled on expert judgment, with respect
to both tie definition of measurement criteria

* and the evaluation of selected levels of
achievement.

a It provides a quantified measure of achievement.

2-11



2.2 APPLICATION OF THE METHODOLOGY

The same procedure was followed with respect to applying

the methodology to the measurement of both the Readiness and -

the Leadership Goals. It consisted first of a review of the

published goal and related statements of Army policy and objec-

tives contained in the Department of the Army Manual, various

Field Manuals and less formal documents. Survey of Army lit-

erature and status reports pertaining to the Performance Man-

agement Army (PMA) approach provided additional insight into

professional Army thinking regarding objectives and subobjec-

tives associated with each Goal. Drawing on this data source,

each goal was structured in the form of a Hierarchic Valuated

State Space (VSS). Following review and approval by the Con-

tracting Officer's Technical Representative (COTR), these

initial VSS's were distributed to selected Goal Points of

Contract (POC's) and staff action officers within the Army

Headquarters. Structured inquiries were then held individually

with the selected POC's to focus on the validity and complete-

ness of the parameters of the VSS in capturing the intended

purpose of the goal. The VSS's were then updated and refined

to incorporate the stated judgments of the POC's. The com-

pleted VSS's are shown in the Appendices to this report. Their

development and application are discussed in the sections which

follow.

2-12



I.

2.2.1 Measuring Total Army Readiness

Prefacing the published Total Army Goals is the state-

ment that:

"The mission of the Total Army is to deter
any attack upon U. S. national interests
and, if deterrence fails, to engage and
defeat any enemy in any environment."

The Readiness goal itself is stated as:

"A Total Army prepared for the 'three days
of war': to deter the day before war; to
fight and win on the day of war; and to
terminate conflict in such a manner that
on the day after war, the United States
and its allies have an acceptable level
of security."

From these two fundamental statements of purpose, three

primary considerations affecting achievement of the Readiness

Goal clearly stand out. These, stated in terminology drawn from

The Department of the Army Manual, are readiness for:

a) Conflict Prevention;

b) Conflict Control; and

c) Conflict Termination.

There is, additionally, a fourth consideration which

has its origin in the Constitution's charge to "promote the

general welfare." While clearly subordinated in importance to

the first three considerations cited above, the fourth encom-

passes those supplementary Army roles which contribute to

2-13



domestic well-being. Total Army readiness should therefore

consider these important contributions to the national purpose

as well as those which "provide for the common defense."

Further, there is statutory basis for including readiness to

contribute to the general welfare among the major parameters

of Readiness. JCS Pub. 2, Unified Action Armed Forces includes

among the "Primary Functions of the Army" the conduct of

authorized civil works programs, including projects for improve-

ment of navigational, flood control, beach erosion control, and

other water resource developments..."

The four major parameters defining purpose as it pertains

to the Readiness Goal may then be stated as:

1. READINESS FOR CONFLICT PREVENTION

2. READINESS FOR CONFLICT CONTROL

3. READINESS FOR CONFLICT TERMINATION

4. READINESS TO PROMOTE THE GENERAL WELFARE

Each of these four parameters of readiness offers a some-

what more specific aspect of readiness upon which to focus

than the broad, overall Readiness Goal itself; however, they

remain too broad in scope and open to divergent interpretation

to expect that any meaningful measurement standard could be

applied for directly evaluating progress of achievement.

Clearly, then, there is need to go further in explicating the

readiness purpose in more specific terms.

2-14



The next step then is to define for each of the four

major parameters the set of primary considerations impacting

directly on its achievement. Readiness for Conflict Prevention,

for example, is achieved by having both the evident military

capability to prevail in conflict and the will or resolve to

apply that capability if challenged. The set of parameters

at the next level of the hierarchy below "Readiness for Con-

flict Prevention" then becomes:

1. EVIDENT CAPABILITY

2. WILL/RESOLVE TO APPLY CAPABILITY

(For convenience of distinction and classification, parameters

below the first level in the hierarchy may be termed "subpara-

meters.")

Each of the other major parameters is similarly defined

by the set of subparameters directly influencing its achieve-

ment as shown in Table 2-5.

2

2-15



TABLE 2-5
READINESS VSS(First & Second Levels)

tloo

1.1 READINESS FOR CONFLICT PREVENTION
1.1.1 EVIDENT CAPABILITY
1.1.2 WILL/RESOLVE TO APPLY CAPABILITY

1.2 READINESS FOR CONFLICT CONTROL
1.2.1 ORGANIZED FOR CONFLICT CONTROL
1.2.2 EQUIPPED FOR CONFLICT CONTROL
1.2.3 TRAINED FOR CONFLICT CONTROL

1.3 READINESS FOR CONFLICT TERMINATION
1.3.1 CONTROL OCCUPIED LAND AREAS AND POPULATIONS

1.3.2 POW CONTROL

1.3.3 NATIONAL RECUPERATION

1.4 READINESS TO PROMOTE THE GENERAL WELFARE

1.4.1 PROVIDE CIVIL PROTECTION

1.4.2 PROVIDE HUMANITARIAN RELIEF

1.4.3 CONDUCT CIVIL WORKS PROGRAMS

Note that the Dewey Decimal System is used to identify each

parameter and subparameter according to its position in the

hierarchy. The first number, 1, refers to the Readiness Goal

(the 2-series is applied separately to refer to the Leadership

p)

2-16
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Goal). The figure at the first decimal place identifies

the major parameter. The figure at the second decimal place

indicates the subparameter at the first level in the hierar-

chy below the major parameters, and so forth, as will be shown

as the hierarchical structure is further developed.

To illustrate the development process, the discussion will

now center on the first major parameter and trace its explica-

tion through the hierarchical structure of the VSS. The objec-

tive is to derive a progressively more detailed definition of

the higher order purpose until finally class intervals can be

specified indicating observable degrees of achievement. Al-

though discussion here will focus un only one of the major

parameters, the procedure is common throughout, and development

of each of the others is, of course, shown in the Readiness VSS

in Appendix A.

Referring back to Table 2-5, recall that "Evident Capa-

bility" and "Will/Resolve to Apply Capability" were defined as

the set of subsidiary parameters directly influencing achievemrent

of the major parameter, "Readiness for Conflict Prevention."

While serving to focus consideration upon the constituent con-

ditions for deterring conflict, they remain too broad for any

meaningful measurement standard to be directly applied. Their

further explication is therefore called for, leading to the

identification of the sets of subsidiary parameters as indicated

here:
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1.1 READINESS FOR CONFLICT PREVENTION

1.1.1 EVIDENT CAPABILITY

1.1.1.1 MILITARY FORCE IN BEING

1.1.1.2 MILITARY FORCES IN PLACE .,

(FORWARD DEPLOYED)

1.1.1.3 SUPPORTING INFRASTRUCTURE TO
SUPPORT INTRODUCTION OF FORCES
INTO REGION

1.1.1.4 SUPPORTING MOBILITY FORCES

1.1.1.5 SUPPORTING LOGISTICS
(SUSTAINABILITY)

1.1.1.6 DEMONSTRATED DEPLOYMENT CAPABILITY
(JOINT/COMBINED TRAINING EXERCISES)

1.1.2 WILL/RESOLVE TO APPLY CAPABILITY

1.1.2.1 DEMONSTRATED COMMITMENT
(NATO, KOREA, ISRAEL, ETC.)

1.1.2.2 ESPRIT/MORALE OF FORCES

1.1.2.3 MOBILIZATION SUPPORT

1.1.2.4 INDUSTRIAL BASE SUPPORT

From the latter sets of subparameters, there now begins to

emerge a more clearly defined description of specific conditions

from which value judgments may be formed. By taking the expli-

cation procedure one step further, subsidiary parameters are

then defined such that class intervals can be specified which

are descriptive of relative levels of achievement.

Again, for purposes of illustration, only one of the

final sets of subsidiary parameters need be shown here. Taking

the first set for illustration, the Hierarchic VSS takes the

following form:
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(I0) 1. READINESS

(10) 1.1 READINESS FOR CONFLICT PREVENTION

(10) 1.1.1 EVIDENT CAPABILITY

(10) 1.1.1.1 MILITARY FORCE IN BEING

(10) 1.1.1.1.1 U.S. MILITARY POSTURE CAPABLE
OF APPLYING FORCE TO PROTECT
NATIONAL INTERESTS

(CLASS INTERVALS)

10 Balanced forces with flexibility
for response across the spectrum
of warfare at this level of
conflict.

5 Balanced forces with flexibility
for response to most foreseeable
types of conflict situations at
this level of conflict.

2 Balanced forces with flexibility
for response to conflict situa-
tions directly challenging U.S.
territorial integrity.

0 Forces lack evident capability
for response to direct challenges
to national interest.

(8) 1.1.1.1.2 BALANCE OF MILITARY STRENGTH
TO THREAT

(CLASS INTERVALS)

10 Balance clearly and over-
whElmingly in favor of U.S.

7 Balance favorable to U.S. by
most apparent measures of
strength.

5 Balance tending against U.S./
Allies but sufficiently in
doubt to create a deterring
influence.

i Balance clearly in favor of
threat unless U.S. escalates
level of conflict and
mobilizes

0 Balance clearly in favor of

threat
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(5) 1.1.1.1.3 MILITARY POSTURE OF NATIONS
ALLIED WITH U.S.

(CLASS INTERVALS)

10 Balance clearly favorable.

7 Favorable by most apparent
measures of strength.

5 Balance essentially in
equilibrium.

3 Balance tending against U.S./
Allies, but sufficiently in doubt
to create a deterring influence.

1 Balance clearly against U.S./
Allies short of escalation and
mobilization.

0 Balance clearly in favor of
threat

As shown above for illustration, the class interval values

are underlined and appear just to the left of the class interval

descriptions to which they apply. Parameter and subparameter

relative importance weights are shown in parentheses to the

left of the Dewey Decimal Number designating the parameter.

(note that a slightly different format is used in the actual

VSS's in Appendix A.) The evaluative procedure is to indicate

by check mark (V) next to the class interval value, that class

interval which best describes the condition of the subparameter

being considered. Whereas the evaluation remains a subjective

one, it has been focused upon a specific aspect of readiness.
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There is thus common understanding among those rra .inc e ,

as to the precise condition being evaluated and the stdrd ,

of measurement to apply. If asked to make a global Jud "c,

of the Army's current level of achievement of the stated

Readiness Goal, or even Readiness for Conflict Preventior, cr t2

would be hard-pressed to make any kind of meaningful udq ert.

And certainly there would be no common measurement standdrd

among different evaluators. If on the other hand, the focus

of evaluation were narrowed to the specific indicators of

readiness as defined by the subparameters describing "MIL1TARY

FORCE IN BEING" as shown above; and if, in addition, the judg-

ments were made on the basis of the class interval definitions

presented, then the judgments take on credence, and there is a

common measurement standard.

2.2.2 Readiness by Region and Level of Conflict

Quoting again from the published Total Army Goals:

"The mission of the Total Army is to deter any
attack upon U. S. national interests and, if
deterrence fails, to engage and defeat any
enemy in any environment."

Measuring the readiness of the Army to fulfill that mission

requires that the dimensions of readiness be individually con-

sidered under different conflict situations. Readiness "to

engage and defeat any enemy in any environment" implies a
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readiness to apply military force at any level of conflict

intensity and in any geographic region of the world. Accor-

dingly, the measurement methodology makes provision for in-

dividually assessing readiness by geographic region according

to the level of conflict.

In order to provide a standard frame of reference from

which evaluations can be made, four levels of conflict have

been defined. These four levels span the conflict spectrum

from incidents of terrorism during peacetime or crisis situ-

ations to full-scale thermonuclear exchange during a general

war with the Soviet Union. Division of the conflict spectrum

into four levels of conflict, as well as the definition of

each, generally conform to the terms and descriptions con-

tained in the Department of the Army Manual, FM 100-1, The

Army, and JCS Pub. 1, Dictionary of Military and Associated

Terms. The four levels of conflict and the conditions

defining each are:

1. Peace/Crisis: The "normal" peacetime environment in

which threats to U. S. security interests require

the maintenance of a strong military posture but

no U. S. forces are actively engaged in combat.

East-West ideolcgical differences continue to

command an adversary relationship between the

two major power factions; however, in their com-

petition for world influence and power advantage,
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both protagonists attempt to avoid direct confron-

tation and seek to lessen the likelihood of war

through negotiation. Crisis situations of broadly

varying origin, severity and duration periodically

occur at this Level of Conflict, and may involve

U. S. force deployments in crisis control or "show-

of-force" confrontations short of actual combat.

Examples of "conflict" situations or "peacekeeping"

requirements for which Army readiness should be

assessed at this Level of Conflict include:

o International Terrorism
(Bombings, Kidnappings, Assassinations,
Hostage Seizures, Hijackings)

o Mass Demonstrations
(which threaten to penetrate Security
Boundaries of U. S. Facilities or block
Movement of Forces or Supplies)

o Peacekeeping Force Deployments
(Multinational Force and Observers in
the Sinai. Peacekeeping Force in Lebanon)

o Crisis Control Deployments
(Lebanon in 1958. Dominican Republic in 1965.)

o Rescue/Recovery Actions
(Mayaquez Incident in 1975. Iranian Hostage
Recovery Attempt in 1980.)

2. Foreign Self-Defense: The introduction of limited and

selected U. S. forces into the territory of a friendly

government threatened by a high level of externally
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supported insurgency. At this level of conflict

U. S. forces advise and assist the indigenous forces

in military tactics and techniques, but, except as

may be required in self-defense, do not actively

engage in combat operations. Additional back-up

support to foreign internal defense operations may

take the form of show-of-force operations, or, if

required during a period of escalated insurgency,

a limited reinforcing combat role to strengthen

the efforts of friendly indigenous forces. A key

distinguishing characterisitic between this level

of conflict and "Limited War" is that at this level

of conflict U. S. forces do not assume an active,

direct combat role.

To draw the historical parallel of the Vietnam

Conflict, U. S. involvement began at the "Foreign

Self-Defense" level with the introduction of U. S.

military advisors into South Vietnam during the

Eisenhower presidency in the mid- to late-1950's.

It continued at this level of conflict under the

Kennedy Administration, even as the military assis-

tance effort was expanded and the number of U. S.

advisors in the country increased to nearly 15,000.

When, under President Johnson, combat organized
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p.

units were brought ashore and became actively

engaged in combat, the level of conflict (as

defined here) escalated to "Limited War."

3. Limited War: "Armed conflict, short of general

war, exclusive of incidents, involving the overt

engagement of the military forces of two or more

nations..." (JCS Pub.1.)

For purposes of this assessment of the Army's

Readiness Goal, the foregoing JCS definition

applies but is qualified to exclude conflict be-

tween the United States and the Soviet Union. As

used here, "Limited War" refers to U. S. involve-

ment in a major contingency in which Soviet forces

are not overtly involved. The Korean and Vietnam

conflicts are past examples of this level of con-

flict...A future Korean or Southwest Asian contin-

gency are examples that would similarly fall within

this conflict level.

4. General War: "Armed conflict between major powers

* .•in which the total resources of the belligerents

are employed, and the national survival of a major

belligerent is in jeopardy..." (JCS Pub. 1).
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In the context to be applied here, the JCS definition

should be considered as specifically referring to

armed conflict between the United States and the Soviet

Union. This level of conflict encompasses the full

spectrum of warfare intensity from non-use of nuclear

and chemical weapons to unrestricted use of weapons

and massive thermonuclear exchange. It would most

probably, but not necessarily, include the NATO and

Warsaw Pact countries as well as the U. S. and Soviet

Union. The key distinction is that at this level of

conflict the U. S. and Soviet Union are directly en-

gaged in combat. While conflict termination short of

general nuclear war would be a possible objective,

national survival is clearly at jeopardy, and the

mobilization of the nation's total resources would be

required to bring about termination on terms favorable

to U. S. interests.

At each level of conflict, readiness to respond to con-

tingencies will vary depending on the geographic region of

its occurrence. For purposes of providing this perspective

to readiness evaluation, five primary geographic regions have

been defined. These are:
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FIVE PRIMARY GEOGRAPHIC REGIONS

1. Inter-America

2. Europe

3. Southwest Asia and the Middle East

4. East Asia and the Pacific

5. Africa

Recognizing that U. S. interests dictate a higher

emphasis on readiness for contingencies in some regions

than in others, relative importance weights are assigned

to each of the primary regions for each level of conflict.

Referring now to the Readiness VSS in Appendix A*,

note that the Level of Conflict, the Primary Regions and

the Regional Importance Weights are shown across the top

of each page. The Parameters of Readiness and Class In-

tervals are listed down the left side of each page. The

Relative Importance Weights of each parameter and subpara-

meter are shown in parenthesis to the right of the parameter,

under the column for the appropriate Primary Region. (That

is, relative importances are assigned among the parameters

or subparameters of the same set and are assessed separately

for each of the Primary Regions.)

* Appendix A consists of four volumes, one volume for each Level of

Conflict. Because of their bulk, three of the volumes, as well as' 4Appendix B, the VSS for measuring the Total Army Leadership Goal,
are bound under separate cover. The Readiness VSS for the General
War Level of Conflict is bound with the text of the report for ease

I of reference. The four volumes containing the Readiness VSS differ
only in the relative importance weights assigned to the Parameters
and the Primary Regions.
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Numbers appearing to the right of each Class Intervdl

(not enclosed in parenthesis) represent the value of the

Class Interval.

The evaluative procedure, then, is to assess achieverert

on each subparameter according to the most descriptive class

interval and indicate by check mark (,') next to the appro-

priate value number. Note that each subparameter is evalu-

ated separately for each of the Primary Regions.

2.2.3 Measuring Total Army Leadership

Military leadership has been defined as "a process in

which a soldier applies his or her beliefs, values, ethics,

character, knowledge, and skills to influence others to ac-

complish the mission."*

The Total Army Leadership Goal is stated as:

"A Total Army whose leaders at all levels
possess the highest ethical and profes-
sional standards committed to mission
accomplishment and the well-being of
subordinates."

From these and related Army statements on leadership, four

major qualities of leadership stand out as major parameters

of Army purpose with respect to leadership. These may be

stated as:

* FM 22-100 Military Leadership, Page 2-1.
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FOUR MAJOR QUALITIES OF LEADERSHIP

1. DEMONSTRATE HIGHEST ETHICAL STANDARDS

2. DEMONSTRATE HIGHEST PROFESSIONAL STANDARDS

3. COMMITMENT TO MISSION ACCOMPLISHMENT

4. COMMITMENT TO WELL-BEING OF SUBORDINATES

As was shown in the development of the Readiness VSS,

the next step in explicating the Leadership Goal in the form

of a Hierarchic VSS is the definition of each of the four

major parameters by the set of primary considerations im-

pacting directly on its achievement. These are shown in

Table 2-6.
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TABLE 2-6

LEADERSHIP VSS

(First & Second Levels)

2.1 DEMONSTRATE HIGHEST ETHICAL STANDARDS

2.1.1 EXEMPLIFY THE PROFESSIONAL ARMY ETHIC

2.1.2 PROJECT STRENGTH OF CHARACTER AND PROFESSIONAL IMAGE

2.2 DEMONSTRATE HIGHEST PROFESSIONAL STANDARDS

2.2.1 WELL-VERSED IN GENERAL PROFESSIONAL KNOWLEDGE

2.2.2 HIGHLY COMPETENT IN SPECIFICS OF CURRENT POSITION

2.2.3 INTELLIGENT AND EFFECTIVE IN DECISION MAKING

2.3 COMMITMENT TO MISSION ACCOMPLISHMENT

2.3.1 EFFECTIVELY COMMUNICATES INTENDED PLAN OF ACTION

2.3.2 EFFECTIVELY COORDINATES PLANNED ACTION

2.3.3 EFFECTIVELY PROVIDES DIRECTION

2.4 COMMITMENT TO WELL-BEING OF SUBORDINATES

2.4.1 COMMITTED TO PHYSICAL WELL-BEING OF SUBORDINATES

2.4.2 COMMITTED TO PROFESSIONAL WELL-BEING OF SUBORDINATES

2.4.3 COMMITTED TO PERSONAL WELL-BEING OF SUBORDINATES
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Following the same procedure as the previous illustration

of the Readiness VSS, each of the second set of subparameters

is then further explicated in terms of the subparameters which

directly affect its achievement. The process is repeated with

subparameters at each successively lower level of the hierarchy

being expressed with a greater degree of specificity. At the

lowest level, the parameter is made measurable by defining

class intervals indicative of degrees of achievement of that

specific parameter.

Relative importance weights are assigned to each parameter

and subparameter according to the influence or degree of impor-

tance that parameter is adjudged to have in determining the

characteristic which is defined by the set of parameters or

subparameters of which it is a part. Turning to the second

major parameter for purposes of illustration (Table 2-6), im-

portance weights are assigned to each of the set of subpara-

meters:

WELL VERSED IN PROFESSIONAL KNOWLEDGE,

HIGHLY COMPETENT IN SPECIFICS OF CURRENT POSITION,

INTELLIGENT AND EFFECTIVE IN DECISION MAKING,

according to their degree of importance, relative to each other,

in determining the characteristic, "DEMONSTRATE HIGHEST PRO-

FESSIONAL STANDARDS." Recall that as a standard of reference,

a ten-scale is used for assigning relative importance weights
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to the various parameters wherein "ten" indicates paramount

importance, "five" indicates moderate importance, and "zero"

indicates no importance whatever.

Turning now to the Leadership VSS shown in Appendix E*

note that the parameters and subparameters of leadership are

listed under the left-hand column of each page ertitled,

"PARAMETERS OF LEADERSHIP." As in the preceding exarle,

the Dewey Decimal System is used to identify each parameter

and subparameter according to its position in the hierarchy.

The first number, 2, refers to the Leadership Goal. The

figure at the second decimal place indicates the subparameter

at the first level in the hierarchy below the major parameters;

the figure at the third decimal place indicates the subpara-

meters at the next lower level of the hierarchy, and so forth.

For example, the Dewey Decimal numbers for all subparameters

defining the second major parameter, "DEMONSTRATE HIGHEST PRO-

FESSIONAL STANDARDS" would have 2.2 as the first two digits

(that is, 2.2.X would be one of the set of subparameters de-

fining the second major parameter; 2.2.X.Y would be one of

the set of subparameters defining Parameter 2.2.X; 2.2.X.Y.Z

would be one of the set of subparameters defining Parameter

2.2.X.Y, and so forth).

* Under separate cover.
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Recall that relative importance weights denote the re-

lative importance among the parameters or subparameters of .

the set which define the parameter at the next higher level

in the hierarchy. Therefore, in assigning relative impor- i

tance weights, only those parameters whose Dewey Decimal

numbers identify them as being of the same set should be

compared together. For example. Subparameters 2.2.1, 2.2.2,

and 2.2.3 should be compared together as to their relative

importance in determining the characteristic of Parameter

2.2. Similarly, Subparameters 2.2.1.1, 2.2.1.2, 2.2.1.3

and 2.2.1.4 should be compared together with respect to their

relative importance in defining the characteristic of Para-

meter 2.2.1; then 2.2.1.1.1, 2.2.1.1.2 and 2.2.1.1.3 weighted

relative to each other in determining 2.2.1.1, and so forth.

Because the stated parameters of leadership may have

different relative importances according to leadership level,

provision is made for independently assessing the weights by

level of leadership. Leadership Levels are categorized as

"First Line" (Junior NCO), "Low" (Senior NCO), "Middle"(Com-

pany Grade Officers), "Top" (Field Grade Officers) and "Exe-

cutive" (General Officers).

Just as Relative Importance Weights were individually

assessed by Primary Region in the Readiness VSS, they are

individually assessed by Leadership Level in the Leadership

VSS and are shown in parenthesis under the applicable column.
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The evaluative procedure, as in the case of the

Readiness VSS, is to indicate by check mark (/) next to

the value number of the class interval which best des-

cribes the current Army leader at the level of leadership

indicated.
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SECTION 3.0 ANALYSIS OF MEASUREMENT RESULTS

As noted in the Introduction, the scope of the current

contract effort did not include the design and development

of a computer program for performing the quantified measure-

ment calculations. Accordingly, in order to reduce the com-

putational requirements to manageable proportions, complete

derivation of measurement results has been limited to the

Readiness VSS for the General War Level of Conflict. Addi-

tionally, preliminary results of the Leadership VSS have

been derived pertaining to the "First Line," "Middle" and

"Executive" Levels of Leadership (i.e., three of the five

Levels of Leadership measured separately by the Leadership

VSS). This computationally imposed limitation does not,

however, limit the analysis of measurement results in demon-

strating the application of the methodology to the Total

Army Goals.

3.1 CURRENT LEVEL OF ACHIEVEMENT - THE BASELINE

The quantified measure of worth resulting from the

measurement methodology has many applications in monitoring

progress and allocating resources toward achievement of the

goal it represents. In itself, it is an absolute measure

of the worth of the current level of achievement gauged on
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a scale spanning the full range from total success to total

failure. Additionally, it establishes the baseline for mon-

itoring future progress. In the case of the Readiness Goal,

the worth of the current overall level of achievement with0

respect to General War computes to be 52.43. Had the evalu-

tive results been computed for all four Levels of Conflict,

there would have been four separately stated measures of

achievement, one for each Level of Conflict. Consideration

could be given to combining the four into one overall measure

of readiness; however, for the present purpose, retaining the

full visibility of each conflict level individually appears

preferred.

In addition to the single overall measure of readiness

achievement by Level of Conflict, individual measures can

be shown for readiness with respect to the different Para-

meters of Readiness, and with respect to five Primary Regions.

Table 3-1 summarizes the measurement results by Parameter of

Readiness. Table 3-2 summarizes results by Primary Region

(the top line of the matrix) and by parameter within each

Primary Region.

Preliminary measurement results of the Leadership Goal

for the three Levels of Leadership indicated are summarized

in Table 3-3. As in the case of Readiness where the method-

ology provides for four separately stated measures of achieve-

ment according to Level of Conflict, here the methodology
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provides for five separately stated measures according to

Level of Leadership. Although separately stated, in both

cases the measured worths of achievement are derived accor-

ding to the same VSS and normalizing function and are there-

fore directly comparable (i.e., the four Readiness measures

are comparable each to the other, and the five Leadership

measures comparable each to the other).

3.2 ACHIEVEMENT COMPARISONS

From the baseline measurement results a number of

comparisons can be made which are of value in directing the

allocation of resources to support goal objectives. For ex-

ample, areas of particular strengths or weakness become imme-

diately apparent. It is of interest to note that the Median

level of achievement of Readiness Parameters throughout the

Primary Regions as measured in this pilot test case is 49.0,

with a range from the high of 62.47 (Parameter 1.2.3, TRAINED

FOR CONFLICT CONTROL IN EUROPE), to the low of 23.53 (Para-

meter 1.3.3, NATIONAL RECUPERATION IN AFRICA). Drawing

attention to the lower achieving parameters, shown framed

in Table 3-4 are those measures below 50.0.

3.3 INVESTMENT PRIORITIZATION

In addition to highlighting parameters of relatively low

readiness as potential problem areas requiring added
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investment of resourc, s, comparisons can be made to prioritize

where resource investment may have the highest potential return

in raising overall readiness achievement. Table 3-5 lists the

top ten parameters in that regard. The potential improvement

percentage shown in the last column refers to the percent

improvement over the present overall level of readiness

achievement which would occur if the present level of achieve-

ment of the parameter indicated were raised from its present

level to its hiqhest potential (that is, a 6.30 improvement

would raise the current overall measure of achievement by 6.3 1,

or from 52.43 to 55.73). Parameters of relatively high relative

importance with mediocre or poor current level of achievement

would tend to rank highest in this regard.

The quantitative measurement of goal attainment offers

these and other advantages in aiding the decision-making

process of resource procurement and management. With the

aid of the computer, the methodology is particularly useful

in performing multiple sensitivity analyses as, for example,

assessing the potential impact on overall goal attainment

from alternative resource investment options.

3-4



t.

TABLE 3-1

TOTAL ARMY READINESS GOAL
ACHIEVEMENT BY PARAMETER

Level of Conflict: GENERAL WAR (SOVIET)

* PARAMETERS OF READINESS READINESS (OVER ALL REGIONS)
PERCENT ACHIEVEMENT

1. READINESS GOAL 52.43

1.1 READINESS FOR CONFLICT PREVENTION 50.60

1,1.1 EVIDENT CAPABILITY 46.38

1.1.2 WILL/RESOLVE TO APPLY CAPABILITY 54.81

1,2 READINESS FOR CONFLICT CONTROL 55.86

1.2.1 ORGANIZED FOR CONFLICT CONTROL 52.30

1.2.2 EQUIPPED FOR CONFLICT CUNTROL 57.83

1.2.3 TRAINED FOR CONFLICT CONTROL 57.22

1.3 READINESS FOR CONFLICT TERMINATION 45,11

1.3.1 CONTROL OCCUPIED LAND AREAS & POPULATIONS 47,83

1.3.2 POW CONTROL 45.56

1.3.3 NATIONAL RECUPERATION 41.42

1.4 READINLSS TO PROMOTE THE GENERAL WELFARE 57.92

1.4.1 PROVIDE CIVIL PROTECTION 56.51

1.4.2 PROVIDE HUMANITARIAN RELIEF 59.33

1.4.3 CONDUCT CIVIL WORKS PROGRAMS N.A,

3
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TABLE 3-2

TOTAL ARMY READINESS GOAL
ACHIEVEMENT BY REGION

Level of Conflict: GENERAL WAR (SOVIET)

PRIMARY REGION

INTER- SW ASIA - E. ASIA -

AMERICA EUROPE MID-EAST PACIFIC AFRICA

REGIONAL IMPORTANCE WEIGHTS (10) (9) (7) (7) (2)

PARAMETERS OF READINESS

1. READINESS GOAL 56,34 54,12 45.51 55.28 39.57

II READINESS FOR CONFLICT PREVENTION

1.2 READINESS FOR CONFLICT CONTROL

1.3 READINESS FOR CONFLICT TERMINATION

_4 READINESS TO PROMOTE THE GENERAL WELFARE __ _ _

1.1.0 READINESS FOR CONFLICT PREVENTION 60.72 51,49 35.99 56.86 29.48

1.1.1 EVIDENT CAPABILITY 61.01 142,53 27.34 56,44 26.95

1.1.2 WILL/RESOLVE TO APPLY CAPABILITY 60.43 60,43 44.65 57.23 32.02

1.2.0 READINESS FOR CONFLICT CONTROL 52.81 59.86 55.61 57,43 49.24

1.2.1 ORGANIZEO FOR CONFLICT CONTROL 44.51 59,56 53.31 56.69 37.23

1.2._ _.UIPPCO FOR CONFLICT CONTROL 58.27 57,54 57,54 57,73 58.26

1.2.3 TRAINED FOR CONFLICT CONTROL 55,65 62,47 55.17 57.86 43.19

1.3.0 READINESS FOR CONFLICT TERMINATION 51.26 43.78 42.3 42.82 43.77

1.3.1 CONTROL OCCUPIED LAND AREAS AND 49.97 48.01 4q.69 48.04 42.37
PQ,9 80 ATIQN_ 4,9 _8,04 _ 2,37

1.3.2 POw CONTROL 45,56 45,55 45,55 45.55 45.62

1.3.3 NATIONAL RECUPERATION 53.11 35.05 30,16 30,23 23.53

1.4.0 READINESS TO PROMOTE THE GENERAL WELFARE 57.92 ._"

1.4.1 PROVIDE CIVIL PROTECTION 56.51

4 PROVIDE HUMANITARIAN RELIEF 59.33

1.4.3 CONDUCT CIVIL WORKS PROGRAMS
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TABLE 3-3

TOTAL ARMY LEADERSHIP GOAL

PARAMETERS OF LEADERSHIP L E A D E R S H I P L E V E L

FIRST LINE MIDDLE EXECUTIVE

2. LEADERSHIP 53 61 71

2.1 DEMONSTRATE HIGHEST ETHICAL STANDARDS 55 62 82

2.1,1 EXEMPLIFY THE PROFESSIONAL ARMY ETHIC 51 63 E5

2.1.2 PROJECT STRENGTH OF CHARACTER AND PROFESSIONAL IMAGE 58 62 79

2.2 DEMONSTRATE HIGHEST PROFESSIONAL STANDARDS 53 64 77

2.2.1 WELL-VERSED IN GENERAL PROFESSIONAL KNOWLEDGE 48 56 7'

2.2.2 HIGHLY COMPETENT IN SPECIFICS OF CURRENT POSITION 53 70 66

2.2.3 INTELLIGENT AND EFFECTIVE IN DECISION MAKING 59 64 90

2.3 COMMITTED TO MISSION ACCOMPLISHMENT 53 57 66

2.3.1 EFFECTIVELY COMMUNICATES INTENDED PLAN OF ACTION 53 57 66

2.3.2 EFFECTIVELY COORDINATES PLANNED ACTION 50 52 68

2.3.3 EFFECTIVELY PROVIDES DIRECTION 52 60 64

2.4 COMMITMENT TO WELL-BEING OF SUBORDINATES 52 62 54

2.4.1 COMMITTED TO PHYSICAL WELL-BEING OF SUBORDINATES 50 56 48

2.4.2 COMMITTED TO PROFESSIONAL WELL-BEING OF SUBORDINATES 55 67 61

2.4.3 COMIITTED TO PERSONAL WELL-BEING OF SUBORDINATES 52 65 54

I3
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TABLE 3-4

TOTAL ARMY READINESS GOAL
LOW ACHIEVEMENT HIGHLIGHTED

Level of Conflict: GENERAL WAR (SOVIET)

PRIMARY REGION

INTER- SW ASIA - E. IA -

AMERICA EUROPE MID-EAST PA K A:iA

REGIONAL IMPORTANCE WEIGHTS (10) (9) (7) 7) (2)

PARAMETERS OF READINESS
1. READINESS GOAL 56.34 514.12 _ 552_

lj READINESS FOR CONFLICT PREVENTION

1.2 READINESS FOR CONFLICT CONTROL

1.3 RE:D!NESS FOR CONFLICT TERMINATION

L4 READINESS TO PROMOTE THE GENERAL WELFARE _ _ _

1.1.0 READINESS FOR CONFLICT PREVENTION 60.72 51,1q9 EEO 55,8 _2_

1.1.1 EVIDENT CAPABILITY 61.01 42.53 1 55.,4

1.1.2 WILL/RESOLVE TO APPLY CAPABILITY 60.43 60.43 5 57,23 L
1.2.0 READINESS FOR CONFLICT CONTROL 52.81 59,86 55,61 57.43 =

1.2.1 ORGANIZED FOR CONFLICT CONTROL 1 59.56 53,31 55,69 3723

1.2.? EQUIPPED FOR CONFLICT CONTROL 58.27 57,54 57,54 57.73 58.26

1.2.3 TRAINED FOR CONFLICT CONTROL 55.65 62,47 55.17 57.85

1.3.0 READINESS FOR CONFLICT TERMINATION 51,26 3 , 8 [37

1.3.1 CONTROL OCCUPIED LAND AREAS AND E4POP111 ATIONS _ __ __

1.3.2 POW CONTROL 5 55 55 5

1 .3.3 NATIONAL RECUPERATION 53.11 350L0.61 30,23 23.5

1.4.0 READINESS TO PROMOTE THE GENERAL WELFARE 57.92 _ I

1.4.1 PROVIDE CIVIL PROTECTION 56.51 1

1.4.2 PROVIOE HUMANITARIAN RELIEF 59.33 F_
1.4.3 CONDUCT CIVIL WORKS PROGRAMS __

3-8
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TABLE 3-5

PRIORITIZATION FOR RESOURCE INVESTMENT

RANKING PARAMETER REGION IK Y? ,vNT

1 1.1.1 EVIDENT CAPABILITY SW ASIA/M'-E 6.3%

2 1.1.1 EVIDENT CAPABILITY EUROPE 6.1

3 1,1.2 WILL/RESOLVE SW ASIA/Ni-E 4,8

4 1.1.2 WILL/RESOLVE INTER-ANKER 4.7

5 1.1.1 EVIDENT CAPABILIIY INTER-AMER 14.6

6 1,2.1 ORGANIZED FOR CONFLICT CONTROL INTER-AMER 4.4

7 1.1.1 WILL/RESOLVE EUROPE 4.2

8 1.2.2 EVIDENT CAPABILITY E ASIA/PAC 3.6

9 1,1.2 WiLL/RESOLVE E ASIA/PAC 3,5

10 1,2.3 TRAINED FOR CONFLICT CONTROL INTER-AMER 3.5

3-9



SECTION 4.0 CONCLUSIONS

It can be concluded from the results of this pilot-test

application to the Army Readiness and Leadership Goals that

the measurement methodology satisfies all of the objectives

which guided its development. It provides a quantified mea-

sure of worth which can be advantageously applied in both

monitoring progress and directing the investment of resources

toward goal attainment.

By developing a complete and detailed definition of the

intended purpose of each goal, the methodology fosters common

understanding, organization-wide, and provides a standard of

measurement which is clearly and traceably based on ends and

not on means.

Measurement results are entirely accountable and open to

scrutiny. The Valuated State Space provides an explicit por-

trayal of both the criteria and the value judgments upon which

evaluations are based.. .a clearly visible audit-trail, as it

were, for confirming or questioning the quantified measurement

result. If overall measure of achievement appears suspect or

is subject to question in any regard, it can be traced to the

subjective evaluations at its source. Then if there is disa-

greement with judgments or differing interpretations of rela-

tive importances, the differences can be resolved. Moreover,

4-1



with the aid of the computer, fast-time sensitivity analyses

can be performed to show in precise terms the effect of dif-

ferent judgments or assumptions on the overall measurement

of achievement worth.

In addition to detecting and highlighting problem areas,

the methodology can have useful application for spotting and

charting trends in performance. If, for example, one were

to visualize a measurement of the Readiness Goal made one or

two years ago and compare that baseline with a measurement

made today, a significant improvement in readiness would be

shown for the Inter-American (Central America) Primary Region.

Additionally, by giving visibility to the lower thresholds of

conflict, readiness to respond to acts of international ter-

rorism can take on a chartable identity that might otherwise

be overshadowed by the conventional descriptors of readiness.

As a concluding observation, it should be noted that the

quantified measurement results shown in the preceding section

are based on a limited-size sample of evaluators. Additionally,

the relative importance weights and the assessed class inter-

vals of current achievement reflect contractor perceptions of

the expressed judgments of the Points of Contact (POC's) who

were the subjects of the structured inquiries. The POC's had

been carefully selected to provide an excellent cross section

of expertise most knowledgable of the intent and objectives

of the Readiness and Leadership Goals. Each POC evinced

4-2



interest in advancing i.imy Goal objectives and cooperating

fully in the effort to gain their measurement. In fairness

to them, however, it should be pointed out that contractor

perceptions of their expert judgment as reflected in the a -

companying Valuated State Spaces were formed from a single

interview period and may not be truly reflective of their

views. While this may affect the validity of the measurement

value derived, it does not affect the validity of the measure-

nent Pethodol ogy.

In summary, this pilot test of the measurement methodology

has shown its advantageous potential for application to the

Total Army Goals and for aiding in the Performance Management Army

approach to organizational improvement. Expanding the effort,

both in breadth to include the remaining five Army Goals, and

in depth to more fully develop its potential through computer

implementation, appears warranted.

4-3
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